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Abstract
EXPANDING THE ACADEMIC SCOPE: ESTABLISHING A COLLEGIATE
TESTING PROGRAM. Butler, Carmen, 2019: Consultancy Project, Gardner-Webb
University.
Establishing a testing program on a university campus can serve to showcase student
learning and create higher professional standards for any academic institution. By using
Gardner-Webb University as a model, this consultancy project outlines the benefits of
offering testing services on a college or university campus and the steps involved in
creating a testing program.
Keywords: academic testing, college testing, proctor services, program
development, testing center, testing program, testing services
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Introduction
1.1

Project Purpose
Prior to 2017, Gardner-Webb University did not have a centralized office
responsible for administration and oversight of testing for academic
departments, schools, and colleges. The purpose of this project was to use
Gardner-Webb University as a prototype to illustrate the benefits of having a
testing program with supervision by one entity in academic development. This
project was created as a no-cost/low-cost initiative which could be adapted to
meet the needs of any college or university budget. The purpose of the project
was expanded by the partnering organization to include a proposal for a
centralized testing lab for consideration in the institutional strategic plan under
the new presidency.

1.2

Associated Documents
The documents associated with this project include
A. Gardner-Webb University Mission Statement (Mission and Values, 2018);
B. Council for the Advancement of Standards in Higher Education/CAS (CAS
Testing Programs and Services, 2018); and
C. National College Testing Association/NCTA Professional Standards and
Guidelines for Post-Secondary Test Centers (2014).

1.3

Project Plan Maintenance
Maintenance for this project plan included alignment with the mission and
strategic plan of the partnering organization, Gardner-Webb University. Project
objectives were developed, and modifications were updated each semester in
consultation with the site supervisor. Approvals for assessments and
collaboration with testing agencies were reviewed and approved by the site
supervisor. Approvals to obtain information for project needs and budget
estimates were granted by the site supervisor and university provost.
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2

Project Scope
The scope of the project was to investigate the fit rationale of a testing program for a
small university, in addition to the appointment of a central location having
supervision over a testing program. The project included research of a centralized
testing center on the campus of the partnering organization, Gardner-Webb
University. Gardner-Webb University also requested information regarding longterm costs associated with the project plan and to determine if this endeavor would be
of service to students and faculty as well as a revenue source. Particular emphasis
was placed on risks including testing demands, equipment purchase and maintenance,
parking, staffing, and costs associated with a classroom conversion versus building a
new testing space. The partnering organization also requested a budget analysis on a
fully operating 22 seat testing lab for possible submission into the institutional
strategic plan.
2.1

Outline of Partnering Organization’s Objectives
2.1.1 Objectives
Gardner-Webb University was used as a prototype for demonstrating the
importance and contribution of a testing program to any college or
university campus. The undertaking and approval for this initiative were
granted based on demand by several academic departments within the
partnering organization for needed assessments. Approval to move
forward with this project was also given by upper administration at
Gardner-Webb University in order to assess whether a testing program
and/or a centralized testing center would become a substantial revenue
source.
2.1.2 Success Criteria
Measures of this consultancy project included the consultant’s ability to
• initiate a testing program at no cost or low cost to the university,
• use the testing program as resource for students and faculty,
• negotiate and use current resources to minimize cost, and
• create a budget analysis for construction of a testing lab in the longterm strategic plan.
2.1.3 Risks
The major risk and concern for Gardner-Webb University was the cost of
a new testing center in consideration of the present financial climate of the
university at the time of the proposal. Mitigation was done regarding the
initial request, and a decision was made by the consultant and site
supervisor to move forward with a testing program by utilizing existing
computer labs in order to demonstrate the cost-effectiveness of a
decentralized testing space versus a centralized one requiring construction.
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2.2

Outline of Student’s Objectives
2.2.1 Objectives
The scope of the project was to use Gardner-Webb University as a model
to create a testing program that could be used at any college institution as
a low-cost initiative. Interviews were conducted with chairs and deans to
determine which assessments were needed for their respective programs as
well as those assessments already being administered on campus.
The consultant assumed the responsibility for the utilization and training
of current staff inside the Student Success Division who served as
proctors. The consultant was responsible for securing and negotiating
testing space in already established university computer labs. The project
also included research and cost analysis on constructing a 22 seat
centralized testing center for possible inclusion in the strategic plan for the
institution.
2.2.2 Success Criteria
Success for this consultancy project was determined by the following
actions:
• approval from upper administration that allowed the consultant to
move forward with the project as a low-cost initiative,
• involvement of faculty via a make-up testing initiative to demonstrate
how a testing center can be utilized as a service to academic units,
• trained proctors for various assessments according to testing agency
guidelines,
• certification of university computer labs per testing agency
technological specifications,
• approved cost analysis for possible inclusion in the strategic plan for
the university, and
• attendance at national testing conferences in 2018 and 2019 for
additional research into best practices for collegiate testing programs.
2.2.3 Risks
The major risks for this project were financial costs associated with
equipment, equipment maintenance, hiring and training of proctors and
testing coordinator, and project space. Costs were minimized by using
existing computer labs and existing staff as proctors. Reorganization of
duties allowed for an existing academic advisor to assume the role of
director of testing services. Another risk for this project was parking
space for testers. In order to minimize parking issues, testing was offered
outside of regular school hours.

2.3

Definitive Scope Statement
This scope of this project was two-fold.

4

1. To establish a testing program at minimal cost to the university. The scope
included
• gathering assessments already administered on campus under one central
location,
• increasing testing offerings for graduate and undergraduate programs,
• securing professional development for the consultant at national testing
conferences, and
• training of existing staff for proctoring.
2. To investigate the overhead cost of a 22 seat testing lab for the university’s
strategic plan. The scope included
• collaboration with university partners regarding equipment purchasing,
wiring, installation, and building expenses; and
• presentation of findings and completed proposal to the university
president, provost, and chief financial officer in July 2018.
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3

Deliverables
3.1

To Partnering Organization
Deliverables to Gardner-Webb University included research and fit rationale of
a 22 seat centralized testing center that was presented in proposal format to the
university president and chief financial officer in July 2018. The site supervisor
and university provost were key supporters of this initiative and gave guidance
for this phase of the project. Due to budget constraints of the partnering
organization, the construction of a centralized testing center was tabled for
review by the new president for inclusion in the university strategic plan for
2020-2021.
The consultant was given permission to proceed with a decentralized testing
program utilizing existing computer labs, classrooms, and boardroom space.
Assessments were added according to recommendations from various academic
programs. These deliverables were not contractual, and new assessments were
added as space and approvals from testing agencies allowed. This portion of the
consultancy project is ongoing.

3.2

From Student
Deliverables from this consultant included the organization and implementation
of testing services for students requiring make-up testing and community
individuals who required proctoring services. Oversight of testing services was
conducted by the consultant and included collaboration with faculty for
assessments needed for respective disciplines. Additional deliverables included
collaboration with university areas for an online payment and registration portal
for requested assessments. Budget accounts were set up as measures that
allowed for tracking of testing revenue. These deliverables were not contractual
and are ongoing as new assessments are added to the testing program.
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4

Project Approach
4.1

Project Lifecycle Processes

Interviewed faculty for
testing needs

Collaborated with testing
agencies to ensure
existing testing labs
qualify; brought in new
assessments

Collaborated with
university accounting to
set up budget accounts for
revenue tracking

Collected current testing
being administered on
campus

Trained existing staff
(academic advisors) as
proctors

Continued professional
development by attending
national testing
conferences

Created webpage for
online registration and
payment

Designed a make-up
testing program and hired
a graduate assistant to
manage the process

Promoted existing staff to
position of Director of
Testing Services

Gardner-Webb University served as the prototype for this consultancy project.
The overall approach of this project was to prove that a testing program can
benefit faculty and students and bring prestige and revenue to the university.
In addition, the project served to prove that a testing program can be
implemented at academic institutions that do not have the finances to construct
and staff a centralized testing center.
4.2

Project Management Processes
Progress was reviewed often with the site supervisor and included review of
next steps regarding assessment offerings and a plan to manage the proctoring
and procurement of testing space. Ideally, an affirmative response regarding the
construction of a centralized space was preferred; however, finances were a risk
given the financial state of the university at the time of the proposal. Through
collaboration with the site supervisor and technology services, the consultant
continued to seek approval from testing agencies for those assessments most
needed for students at the partnering organization.

4.3

Project Support Processes
The site supervisor, university provost, and consultancy supervisor provided
support for this project through meetings. In a show of support for this
consultant, a meeting was arranged by the site supervisor to allow the consultant
to provide a fit rationale for construction of a 22 seat testing center for the
institution. While the proposal was tabled due to budget constraints, university
administration continued to support the growth of testing services utilizing
existing space and personnel.
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4.4

Organization
4.4.1 Project Team
Decision-making power regarding the attainment of assessments and
utilization of existing space for testing was entrusted to the consultant by
the site supervisor and university provost. While there was not a formal
project organization structure, the consultant was in communication with
the administration to ensure there was no infringement of university policy
and protocols. The organization of the project was dependent upon
research by the consultant for assessment programs that fit the needs of the
partnering organization.
4.4.2 Mapping Between Gardner-Webb University and Student

Consultant

Site
Supervisor

University
Need for a
Testing
Program

Faculty

University
Provost

The consultant was given decision-making authority to assess university
needs regarding a testing program. Other entities contributed to decisionmaking and included faculty, the site supervisor, and the university
provost.
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5

Communications Plan
The consultant was given decision-making authority for the direction of this project.
Meetings with the site supervisor were conducted regarding attaining permissions for
specific assessments and any budgetary concerns that presented. The consultant
maintained frequent communication with the consultancy supervisor and obtained
guidance from both site and consultancy supervisors for a meeting with the university
president and chief financial officer. The consultant also provided a written progress
report to the site supervisor and university provost each semester during the 3-year
consultancy project.
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6

Work Plan
6.1

Work Breakdown Structure
Upper
Administration

Site
Supervisor

Faculty

Advising Center

•Permission to pursue the benefits of a testing program
•Provision of decision-making authority for assessment selection
•Support with assessment attainment and testing space identification
•Assistance in collaboration with upper administration
•Offered encouragement and affirmation to consultant
•Aided in determination of assessment needs
•Provided information on current assessments offered

•Trained as proctors for assessment administration
•Sacrificed weekends to proctor exams

Staff

The graph above depicts the entities involved in the testing program initiative
and the tasks related to their support. Upper administration included mostly the
university provost in allowing the project to move forward and entrusting
decision-making to the consultant. The site supervisor provided excellent
support regarding next-step decisions on testing assessments. In addition, the
site supervisor exhibited true qualities of leadership in the support of the
consultant and the project. Advising center staff, in a display of true student
advocacy, volunteered to be trained as proctors and devoted Saturdays to assist
with the project.
6.2

Resources
Year One – 2017
Mission alignment and proposal for a testing program was approved for project
research and development for a testing program. Interviews with faculty were
conducted for a needs analysis of assessments already being given on campus
and/or assessments that needed to be administered. A make-up testing program
was piloted using two academic departments. An existing graduate assistant
was trained to oversee the scheduling and proctoring of make-up testing.
Existing assessments were brought under the oversight of the consultant and the
Student Success Division. The consultant coordinated efforts with technology
services to use campus computer labs to offer testing at low usage times. This
also helped to avoid parking issues.
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Year Two – 2018
A survey of the make-up testing program was launched for faculty who utilized
the services. Due to a positive response from the piloted groups, the remaining
academic areas were invited to utilize make-up testing services. Additional
assessments were brought on board based on requests from the school of
nursing and graduate programs. In addition, approval to administer and proctor
an exit exam for seniors was added to the testing agenda. Academic advisors in
the advising center were trained as proctors for all assessments. With the
support of administration, the consultant became a member of the National
College Testing Association/NCTA and attended the annual conference in
Phoenix, Arizona.
Year Three – 2019
Two more assessments were approved and added to the testing program.
Meetings with the school of education and sign language program brought in
requests to research additional assessments to accommodate students needing to
meet licensure requirements for their respective programs. The consultant was
given authorization by the university provost to implement a reorganization of
staffing in the Student Success Division to allow for the promotion of an
existing advisor to direct testing services going forward.
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7

Milestones
Milestone
Number
1
2
3
4
5
6
7
8
9
10
11

Title

Forecast date

Created consultancy purpose and rationale
Conducted needs survey interviews with faculty
Gathered current university testing under
consultant supervision
Developed a make-up testing program
Collaborated with university partners for tracking
of revenue
Completed budget analysis for a twenty-two seat
testing center
Supervised the training of academic advisors as
proctors
Attended the National College Testing
Association annual conference
Meeting with president to provide and discuss
the fit rationale for construction of a centralized
testing center
Attended the National College Testing
Association annual conference
Promoted staff member to Director of Testing
Services

January 2017
April 2017
August 2017
September 2017
January 2018
March 2018
March 2018
April 2018
April 2018
April 2019
June 2019
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8

Metrics and Results
Direction for this project was partly determined by faculty and needs of each
academic discipline. Project plans were modified throughout the consultancy to
accommodate requests. After the institution underwent a voluntary employee
reduction, there was a resulting shortage of administrative assistants and departmental
secretaries. A make-up testing service with a qualified proctor was offered as a
response to remedy issues with scheduling and as an assurance of test integrity. A
satisfaction survey was given to faculty who utilized the service, and positive results
were achieved. As a result, the project continued and expanded to include all
academic areas. An excel spreadsheet was used to keep track of the number of
faculty requesting the service and the number of students tested.
Records were kept during the course of the project on the kinds of assessments added
to the testing program and the number of participants taking the assessments. For the
assessments that yielded a sitting or proctor fee, revenue accounts were set up through
collaboration between the consultant and the university cashier’s office. Assessments
that did not yield revenue were considered a service to students of the partnering
organization, and records were kept via an excel spreadsheet and by an internet
reporting system made available through testing agencies.
Records of all tests given, the number of participants, and a delineation of revenuemaking or service-oriented assessments were used to show the benefits of having a
testing program. This information helped create a conversation for budget forecasting
and planning for a centralized testing center.
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9

Risks, Constraints, Assumptions
9.1

Risks

Risk
Mitigation Plan
Description (what action was
taken to avoid the
risk occurring)

Contingency Plan
(what to do if the
risk occurs)

Budgetary
Constraints

Continued project
as a low-cost
initiative and met
with key areas on
campus to arrange
for utilizing existing
space and
equipment

Shortage of
Proctors

Trained
professional
academic advisors
and one graduate
assistant as proctors

Limited
Parking
Space for
Testers

Scheduled
assessments for
Saturdays and after
regular class hours

Testing
program not
included in
university
strategic
plan

Included a snapshot
of program goals in
a summary
document for the
new president

Continue meetings
with upper
administration and
present quantitative
and qualitative data
collected to
demonstrate
effectiveness of a
testing program
Appeal to
university provost
to hire and train
additional graduate
assistants and use
retired faculty to
serve as proctors on
a voluntary or parttime basis
Use testing records
to show frequency
of lab usage and
revenue projections
in order to justify a
request for
additional parking
space
Use testing records
to show demand for
testing;
use research to
show how other
colleges use a
testing program to
form community
relationships; attain
prestige as a
certified testing
program, and use
testing revenue to

Impact
(what the
impact will
be to the
project if the
risk occurs)
Risk will
impede
growth and
expansion of
future testing
services

Likelihood of
occurrence
(e.g., %, or
high/medium/
low)
Medium

Risk would
limit the
expansion of
the testing
program to
include
additional
assessments

Medium

Risk would
limit the
expansion of
a testing
program

Medium

Risk would
eliminate a
testing
program
altogether

High
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Lack of
testing
participants

9.2

Investigated the
testing needs of
students and
academic
departments and
schools;
collaborated with
testing agencies to
provide testing
dates and times on
respective websites;
collaborated with
academic programs
on campus to
advertise testing
offerings;
collaborated with
university
webmaster to post
testing information
on several different
webpages;
maintained records
of the number of
testing participants
showing continual
increase

maintain a selfsufficient program
without delving
into the operational
budget of the
institution
Re-visit and
improve marketing
strategies to
communicate the
availability of test
offerings; maintain
collaboration with
academic areas to
assess testing needs

Risk would
eliminate the
need for a
testing
program

Low

Constraints
The consultant encountered constraints in the areas of finances, time, testing
space, staffing, and support of upper administration. These constraints were
expected due to the fact that a testing program for the partnering organization
was not accounted for in the university’s budget plan. The financial constraint
proved to be a driver for this program to veer in a direction that stretched
creative thinking and opened ideas to low-cost measures any institution could
implement.
Time was an unexpected constraint for this consultant. Due to the retirement of
the site supervisor, the consultant was given some of the responsibilities of an
associate provost in addition to retaining current responsibilities. This caused a
slowing of planning and implementation of assessments for the testing program.
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Testing space proved to be a juggling act as test sessions had to be scheduled
through the partnering organization’s scheduling software. The portal was
cumbersome, and testing sessions were dropped from the calendar. The
reservation of computer labs triggered a message for lab technicians to complete
computer checks; however, the messages were not received in a timely manner
for computer maintenance to be done. The consultant rearranged the process to
include communication to technology services at least 1 week prior to the test
session to ensure computers were updated as necessary.
Staffing was also a challenge due to the need to train existing personnel as
proctors. Because the consultant was the supervisor for academic advising,
academic advisors were given the opportunity to grow their resume by training
to become certified proctors for various assessments. While advisors were
willing to assist with a testing program initiative, issues were encountered due
to the weekend delivery of certain assessments and the problematic issue of
asking a staff member who already worked a 40-hour week to sacrifice their
Saturday.
Although the idea of a testing program was received in a positive manner by a
number of key stakeholders at the university, it was up to the consultant to
continue to market and justify the initiative to upper administration. While this
was a necessary effort, it became discouraging at points when milestones were
achieved and no additional support was offered.
9.3

Assumptions
Research into the mission and vision of the partnering organization and the
consultant’s observations as a seasoned employee in academic development led
the consultant to formulate assumptions for this project as follows:
• A testing program at Gardner-Webb University would align with the
mission of the university as follows:
o “to inspire a love of learning, service, and leadership…and prepare
graduates for professional and personal success” (Mission and Values,
2018, p. 2).
• A testing program would promote community and student-friendly
environments (Benefits of a Test Center, 2016).
o Students who are enrolled at an institution hosting a testing center have
the advantages of testing in a familiar environment with efficient scoring
access (Benefits of a Test Center, 2016).
• A testing program would serve as a catalyst to market the institution’s brand
and create additional revenue.
o According to Bendici (2017), institutional growth is enhanced through
the revenue that testing can bring. The testing program can then become
an extension of the culture of the institution.
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•

Support from administration would be given for this project due to
documented research, college trends, and best practices with institutions that
have successful operating testing programs.
o Institutional administration that is supportive of a testing program will
“take an active role in the project and will see that the necessary
resources are provided to ensure the program’s success” (Bendici, 2017,
p. 6)
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10 Financial Plan
The testing program was a two-fold endeavor. Due to budgetary constraints of the
partnering organization, the first priority was to utilize existing space and personnel at
no additional expense to the university. The second phase of the project included a
directive from upper administration for the consultant to collaborate with the offices
of university operations management and technology services to attain a budget
analysis for a centralized testing center. To compare and provide more detailed
options to the university president and provost, two estimates were created. One
estimate included the equipment and wiring cost to convert an existing classroom to a
22 seat testing center. The other estimate was for the building of a 22 seat testing lab
inside the student success center of the university.
Both plans were presented to the university president and provost in July 2018. A
decision was made by the president at that time to table the decision to construct a
centralized testing center until finances of the university improved. It was
encouraging to the consultant, site supervisor, and consultancy supervisor that the
president’s decision was not in opposition to a centralized testing center.
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11 Quality Assurance Plan
The scope of this project included the fit rationale and resulting financial analysis of a
classroom conversion to a testing center. Also included was a financial analysis of
adding and constructing a testing center inside an existing building. Since neither of
these options was favorable due to the financial state of the partnering organization, it
was decided by the consultant and site supervisor to continue the project as a lowcost/no-cost option that included utilizing existing space and personnel to offer
testing services to students and the community.
To date, the program has been successful, despite the limitations of finances. A
reorganization of the academic advising center afforded the opportunity to appoint a
testing services director who is continuing to grow the program. A new president has
been appointed to the university, and the progress and future of the testing program
will be reviewed once again to determine if a centralized space will be beneficial to
the institution.

19

References
Bendici, R. (2017, May 22). How to make money: Colleges find a new way. Retrieved
December 3, 2018, from University Business:
https://www.universitybusiness.com/article/how-to-make-money-colleges-find-anew-way/
Benefits of a Test Center. (2016). Retrieved July 24, 2018, from Collegeboard:
https://clep.collegeboard.org/test-center/benefits
CAS Testing Programs and Services. (2018). Retrieved July 21, 2019, from Council for
the Advancement of Standards in Higher Education:
http://www.cas.edu/standards
Mission and Values. (2018). Retrieved March 27, 2018, from Gardner-Webb University:
www.gardner-webb.edu/mission-and-values/
NCTA Professional Standards and Guidelines for Post-Secondary Test Centers. (2014).
Retrieved June 10, 2019, from National College Testing Association:
https://ncta.memberclicks.net/cctc-guidelines

